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PREFACE
This presentation is an effort to develop procedures which should
make for better schools.

It is directed in particular toward a program

of supervision by a fulltime non-teaching principal at the elementary
level.
Some of the ideas set forth are those formulated by the writer through
twenty years of teaching experience at all levels of the elementary school.
This experience has been broad enough to include the one-room school with
all eight grades, the school with one, two, and three grades to the room,
and the upper grade departmental plan.

Many of the ideas are those of

the writer which have been verified by various educators through research.
The writer wishes to acknowledge the assistance of Dr. Gerhard C.
Matzner of Eastern Illinois University.
helped in the organization of material.
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He was of great inspiration and
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CHAPTER I
INTRODUCTION
Different Educational Concepts
When the early Colonists came to America, they brought with them the
realization of the need for educating their youth.

The concept of the need

for education in colonial days was quite different to that of today.

Their

point of view was based upon their way of living and upon their European
background to which they were still very close.

Our idea of what is

important in education and an educational system is based upon an entirely
different way of living, and we are far enough from our European background
so that we have come to develop concepts of education which stem largely
from our own culture.
Colonial Concept
Schooling among the earliest colonial families was carried on within
the home.

One of the earliest educational institutions in America was the

Dame school.

Most of the schools of Pre-Revolutionary War times were

either private or semi-private in nature.

At least very few of them were

supported by taxation.
E. P. Cubberly1 relates that in 1789 the Massachusetts Legislature
added twelve men to the group which had already been created and was known
as selectmen.
1

It was the duty of this additional group of citizens to

E. P. Cubberly, Readings in Public Education in the United States,
(Boston: Houghton Mifflin & Co., 1943) pp. 81•82.
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superintend the schools.

This might be thought of as marking the beginning

of a new system of schools in which the state governments were exercising
some control.
By this time the idea of education had changed to the extent that it
was felt that boys only had need of a formal education.

Also, at the same

time, the teaching had changed so that now it was done almost entirely by
men.

Cubberly 2 tells of some of the chores which were expected of the

teachers which were in addition to their duties as a teacher.

They were

expected to keep the church clean, ring the bell, and give the funeral
invitations.

All of these really belonged to the church.

With the passage of time these schools gradually developed into the
one-room school in which each teacher carried the complete load of teaching
all the subjects to all the grades of the elementary school.

From early

colonial time, the elementary and secondary schools developed almost completely
independently of each other.

Only in the larger cities were they united

under one head commonly known as a superintendent.

In some places the two

schools are still going their own separate ways.
Modern Concepts
This was changed in much of the state of Illinois in 1948.

At that

time the state legislature enacted a law which made it possible for smaller
conmunities as well as large ones to organize into a unit school district
with a superintendent as an administrator over all grades up to and including
junior college.

Many conmunities throughout the state realized the need

for a unification of their entire educational effort.

The first year saw

a tremendous amount of reorganization, especially in the central area of

3

the state.

Today most of the school districts of this part of Illinois are

organized on the unit plan.
From what has been said above, we can see that since the beginning of
our country, education has been constantly evolving new patterns of
organization and administration.

Developed as a part of the evolution has

been the nature and stature of the elementary school principal.

He is no

longer merely a head teacher or chief clerk, both of which will be discussed
later, but holds a complex position in our modern school system.
The coming of the unit school system has strengthened the elementary
principal's position even more.

This change in organization meant little

to the secondary school principal because the secondary schools were already
organized into districts which embraced many elementary districts.

The

elementary principalship took on a different look because the bringing
together of several small districts to join the larger central ones meant
a great growth in pupil enrollment in the fewer schools.

In many cases the

enrollment doubled.
Thus it becomes apparent that there is a need for a careful study of
the elementary school principalship and the principal's many tasks.
hoped that this paper will help to satisfy that need in some degree.

It is

CHAPTER II
THE PRINCIPAL
What A Principal Is
According to Virgil Herrick1 the principal is the executive head of
the school to which he is assigned.

As elementary school principal, he is

a line officer in administration of the educational program of his community
and is responsible to the superintendent for successful operation of his
school.

In a large school system the principal may be responsible to an

assistant superintendent in charge of instruction and through him to the
superintendent.
How Principal Started
Edwin R. Reeder2 gives the following history of the principal.

As grade

schools gradually replaced the one-room school in which each teacher carried
the complete load, the need for a person to organize the school so that it
might work as a unit became increasingly apparent.
there was a movement toward a principal teacher.
over other teachers.

As the need increased,
This teacher had charge

From this idea of a principal teacher came the present

administrator, whom we commonly call the principal.

YE.

Through The Ranks

Henry J. Otto3 relates that some years ago it was common practice to
promote a successful teacher of many years experience, even with limited
1v1rgil Herrick, Issues ,.!a Elementary Education, (Minneapolis: Burgess
Publishing Co., 1952), p. 187.
2

Edwin H. Reeder, Supervision in the Elementary School, (Chicago:
Houghton Mifflin Co., 1953), p. 26.
3Henry J. Otto, Elementary School Organization and Administration,
(New York: Appleton-Century-Crofts, Inc., 1954), p. 662.
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preparation, to an elementary school principalship.

Partially as a result

of this practice, many of those who were designated as "principals" were not
qualified to assune the responsibilities which should have been assigned to
them.

As the organization for administration and supervision of the school

grew, the elementary principal was left in the background.

About all that

was left to him was teaching, and a group of minor administrative and
clerical duties.
It is Otto•s 4 contention that the elementary principalship thus
developed a status much inferior to that which it should conunand in view of
the important position in the general scheme of school administration.

In

recent years, however, superintendents as well as principals have recognized
more fully the opportunities of the position.

As a

result, the demand has

increased for elementary principals with adequate training to render the
professional services which, in increasing numbers, have been delegated to
the position.
Those principals already in service and those teachers working toward
elementary principalship have been responsive to this need.

Otto5 thinks

this is evidenced by the increasing level of training of principals and the
interest of principals in professional organization.

The Department of

Elementary School Principals of the N.E.A., established in 1921, had a
membership of 11,046 in 1952.
principals' organizations.

At the same time there were 37 state

There has also been a consistent increase in

the number of college courses offered for the training of elementary
principals as well as in the number of trainees who have earned bachelor's
and master's degrees in this field.
4 Ibid.
5

~.,

p. 663.
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Advantages and Disadvantages

2£

Moving Through

~

Ranks

The principal who moves up through the ranks has some definite advantages
over the principal who moves into this position from the outside.

First of

all, he knows the plan better than an outsider will be able to learn it in
some time.

He has the further advantage of knowing how and why many of the

existing policies and practices were developed.

There is a definite

advantage in being personally acquainted with the staff members.

Many times

a person who has worked side by side with teachers gets to know them more
intimately than the principal who has never been on a level with them.
There is a definite example of one of the above points in the experience
of the writer.

The class schedule of the seventh and eighth grades of the

school was so arranged as to provide study time in a study hall with the
pupils remaining in the classrooms only for class recitation.

Increased

enrollment made it necessary to convert the study hall into classrooms.

With

the l.&ssof the study hall, it became necessary to rearrange the class schedule.
This rearrangement increased the length of the class periods, and provided
that part of the forty minute period should be allowed for study time.

This

arrangement worked satisfactorily as long as those who knew of it were still
in the school system.
did the principal.

However, as time went on, staff members changed, as

After a time, the entire forty minute period was being

used for class recitation and the pupils had no study time at all during
the day.

A principal from within the ranks of the staff could have pre-

vented this very unfortunate situation since he would have known of the
changes and the way the present arrangement was intended to be used.
The principal who comes from within the ranks of the teaching staff
also has definite disadvantages, however, as pointed out by Kimball Wiles. 6
6Kimball Wiles, Supervision for Better Schools, (New York: PrenticeHall, Inc., 1955), p. 35.
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In the first place, the rest of the staff members are likely to be aware of
some of the new principal's weaknesses as well as his strengths, even
before he begins exercising leadership.
his own behavior.

One of his chief problems will be

He will have to guard against actions which will be

misinterpreted by staff members as an assumption of superiority.

Leader-

ship from a position of authority will be quite different from leadership
from within a group.

Even though this newly appointed principal may have

been looked upon as a leader within the group while a staff member, his
position will now have changed.

His method of leadership must not change,

at least not until the entire staff has come to think of him as a status
leaders and not one of their own number.
It is important that a principal who comes up through the ranks handle
any changes very carefully.

The surest way to have any changes made

successfully is to have them suggested from within the staff.

Any new

ideas are much more likely to be accepted readily if they come from staff
members rather than from a new status leader.,
There are times when the age of a new principal may be a disadvantage.
He is not likely to be too old, but he may easily be too young.

If he is

mu!=h younger than many of the staff members, he may have to prove himself
much more completely.

Another reason a younger principal may have to prove

himself more completely is the amount of his experience before assuming a
principalship.

While, as mentioned above, years of experience do not

necessarily qualify for principalship, they do, without doubt, give a
certain amount of confidence to others.
During the last fifteen years Lowe School at Sullivan, Illinois, with
which the writer has had association, has had four principals, who have

8

come up through the ranks and one who came in from outside.

During this

fifteen year period, there has been evidence to bear out both the advantages
and disadvantages pointed out above.
Regardless of whether the new principal comes up through the ranks of
the staff of his own school or comes in as a total stranger, Wiles7 says
that there are a few precautions which he must observe.

The first may be

stated very simply and briefly: "Go easy! 11 A new principal must not attempt
to initiate any changes \\hich, at the very beginning, will affect the entire
set-up.

A new and rather inexperienced principal asked his superintendent

upon taking over a new position, "What shall I do first'Z"
long experienced superintendent answered, "Nothing."

The very wise and

He simply meant that

the first thing to do is to learn the job as it is at the present.

When

changes do come, it is important that the staff understand them to be
improving their opportunity to do more for the pupils.

Changes should come

as the result of staff suggestions.
The best place to start in the study of problems is with those problems
which the staff members may have.

Do not try to tell the staff members

which problems are important in the school.

Those problems which are

important to the staff members are important to the school.

In one school,

according to Wiles~ the faculty started to work on the problem of how to get
pupils to bring pencils to class with them.

Although the new principal

felt this problem was of relatively little importance, it was a place to
start.

It gave him a chance to work with the faculty and move them gradually

into problems of greater importance.

7 Ibid.
8 Ibid., p. 43.
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This point of selecting problems to attack and how to go about
selecting them will be discussed further under the topic dealing with
teachers' meetings.

£:2!!!! Follows Function
The exact nature of the principal's activities depends on the situation
in which he works.

No two principals can perform their duties in exactly

the same way, and no principal can perform exactly the same way in any two
different schools.
"Form follows function" is a phrase learned in an art class at Eastern
Illinois University.

It expresses very well the idea that different

cOlllllunities, staff members, pupils, parents, buildings, equipment, etc. must
dictate the way in which the principal will work.

His functions must be

made to fit situations which will never be exactly duplicated.
Even in the same situation, no two of us would do things in exactly
the same way because nature makes no two of us exactly the same.

Most

teachers stress those things in their teaching which are of special interest
to themselves.

By the same token, principals are inclined to build toward

the type of school which, in their opinion; is best for the pupils.
~

!2!, Self-Confidence

Wiles9 emphasizes that the principal, as official leader, of the school,
needs confidence in himself.

When a person has confidence in himself and

his ability to deal with situations, he does not feel the need for constantly
being on guard.

He can work in a much more relaxed manner and concentrate

much more efficiently and effectively on the work he has to do.

Experience

has proven that with additional training comes more confidence in one's
9Ibid., p. 110.
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ability to take over a position and do the job well.

To avoid a feeling of

insecurity as an official leader, a principal must know what the functions
of his office are and have faith that his training and experience have
equipped him with the ability to meet the many challenges.
is not to be confused with cockiness.

Self-confidence

At first they may appear so nearly

alike some people will not distinquish between them.

Cockiness may be

defined as a big front with little to back it up.
A leader who lacks self-confidence can scarcely expect to be able to
instill that feeling in the staff members with whom he works.

Self-confidence

on the part of the leader tends to increase self-confidence in those around
him also.
WileslO says further that with eradication of the feeling of superiority
comes a feeling of adequacy.
us that it is not.

While this may sound backward, Wiles assures

He further says that it does away with the necessity

for always being better than any member of the teaching staff.
makes it possible to admit mistakes and ask for help.

If the leader never

makes mistakes, he never needs help in solving problems.
little need for group work.

It also

Hence, he has

The writer sees group work as a must for good

administrative work on the part of the elementary principal and would not
think of operating a school without making use of it in every way possible.

10

.!llli!·

CHAPTER III
TYPES OF PRINCIPALS
Principals, as leaders of part of the educational system of a coonnunity,
may be divided into types in several ways.

Three of these will be mentioned

here.
Types .Q! Principals According !Q. Duties

c.

George

Kytel describes one type of principal as a teaching principal

with practically no duties to justify his title.
experience of filling a position of this type.
times.

The writer has had the
It is very discouraging at

Occasionally, a principal belonging to this group is made to wonder

why there is any need to bother with such a title.
type means much "dirty" work with little credit.

A situation of this
There is usually someone

else waiting to take any credit which may come from benefits produced by the
position.

Such was the case of the teaching principal who was principal

only when lunch records were to be signed and messages were to be relayed to
the other teachers.

Another leader in the system was principal when the

State School Directory was published and all other official records and reports
were signed.
Further, Kyte 2 points out that on the other extreme are the principals
who do no
work.

teaching but are burdened with a tremendous amount of clerical

The elementary school principal who feels he has the training and
1

George c. Kyte, The Principal£ Work, (Chicago: Ginn and Company,
1941), p. 11.

2 .
Ibid., p. 12.
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capabilities, and who is recognized as a school leader, but who is confined
to his office because he must answer the phone or do similar clerical work,
is justified in being dissatisfied.

Taxpayers are paying a premium price for

clerical service in the school when the principal must maintain the school
office with little or no help, or when there are enough office duties to keep
both him and his clerical help busy.

The principal can be either principal

or clerk and do a satisfactory job; but he cannot do both satisfactorily.

It

may be up to the principal himself to demonstrate or prove to the superintendent or board of education that his time is more valuable as administrator,
supervisor and educational leader than it is as office clerk.
William

v.

Hicks and Marshall

c.

Jameson 3 quite correctly point out that

the principal should rightly be expected to be a specialist in some fields but
not a "jack-of-all-trades."

It is quite discouraging to many teachers,

including the writer, to have people say regarding almost any question, ''You
are a teacher; you should know. n
Kyte 4 says that somewhere between the two extremes which have been
ment.ioned is the third type.

This is the principal who serves under a

superintendent and who has been made the responsible head of his respective
school
First of all, he is responsible for the safety, welfare, and development
of the children enrolled in the school.

Second, he is responsible for the

welfare of the teachers on his staff and for their success.

Third, he has

3william V. Hicks and Marshall c. Jameson, The Elementary School Principal
~Work, (NewYork: Prentice-Hall, Inc.,1957), p. 292.
4

Kyte, .2.E.• cit., p. 111.
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the duty to the children and teachers of utilizing valuable services which
may be rendered by other supervisory officers.

Fourth, he is responsible

for obtaining maximum assistance from all auxilary agencies.

Kyte 5 also says

it is the principal's job, as educational director of his school, to organize
the school and its personnel into an efficient, democratic, and cooperative
institution of dependable skilled workers.

If he is a thorough student of

his responsibilities, he will evaluate his work, the accomplishments of all
those working with him, the development of pupils in his school, and the
attitudes of the community toward the educational program.
Types of Principals l!!! .!:.2 Personality
Edwin Reeder6 divides principals into three classes.

These classes

are called autocratic, pseudodemocratic, and democratic.
The autocratic principal sets himself up as "the boss."

He feels that

he knows what is best and spares nothing and no one in putting his ideas into
practice.

His goals come from within himself.

An autocratic leader has no

respect for the ideas and opinions of teachers, either as individuals or as
a group.

He injects himself into everything and makes sure that everyone

with whom he comes in contact knows he is a leader.

He also makes it very

clear, at all times, to all of his teachers, that things are to be done his
way without any questions being asked.
The pseudodemocratic leader is similar in many respects to the autocratic
one.

He makes great use of his personality as the autocratic leader also

does.

This type of leader is a great person to pat a teacher on the back

and offer high praise for something being done if it meets completely with
his approval and is just what he would do under the same circumstances.
5

Ibid., p. 112.

6
Reeder, .22.•

~j&.,

pp. 113-132.
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If it does not meet with his approval, little will be said at the time and
any future reference to it will be avoided in an effort to freeze the idea
out.

He generally has good cooperation from othemfor himself as well as

among the group with whom he works.

He tries to be all things to all people

and fit himself to the people by whom he is surrounded.

He is serious with

those who are serious and jokes with those who like to joke.
does is done to gain the confidence of others.

Most of what he

He quite commonly allows

others to make mistakes which will help to prove his point.

This type of

leader tries to get loyalty to himself, not to the cause for which he is
working.

Finally, it may be said that he is a super-salesman, well aware of

what he wants to do, and determined to do just the right thing at the right
time to achieve it even if he has to resort to force.
The third, or democratic leader, is much more complicated than either
of the others.

He is really a composite of the group.

While he believes

himself to know more than the group he is leading when referring to his own
:field, he knows he is not infallible.

The democratic leader does not use

force to get the things he wants as does each of the other two types.

He is

quite willing to admit it, if he makes a wrong decision, and then set to
work to correct it.

Since he will not use force to get what he wants, he

sometimes faces a situation where it is necessary to let the group with which
he is working go its own way, even though he does not agree, and hope the
members will see their mistakes.

If things do not turn out right, it

sometimes may mean that because the democratic leader lets others go their
way without using force to keep them in line, he will be forced to resign his
position of leadership.
Wiles7 makes mention of these same types of leaders.

He says that the

15

autocratic leader believes in dominating, controlling and operating the group.
He works on the group.

The pseudodemocratic leader believes in helping the

group carry out its purpose.
and he helps put them across,

He leaves it up to the group to have the ideas,
He works for the group.

The democratic

leader, however, helps form and carry out the purposes of the group.
works with the group.
desirable type.

He

As suggested above, democratic leadership is the only

It is the only one to make full use of the potential and

ability to be found within the group.

Only through this type of leadership

can a principal achieve the most for the pupils, the teachers, and the
comrnunity.

Since the school exists for the benefit of its pupils and

eventually for the benefit of the community, only one type of leadership
should be considered by the principal.
which works for the pupils.

That is the democratic leadership

~IV

THE PRINCIPAL AND PUBLIC RELATIONS

Basis for Effective School-Connnunity Relations
Hanne Hicks 1 admonishes elementary

prin~ipals

that if they expect to

work effectively with the teaching staff in providing good working relations
with the community, they must be aware of a few basic considerations upon
which such relations are built.

Here are a few of those considerations given

by Hicks.
Effective school-connnunity relations are based on a mutual recognition
of the important purpose of the school.
education.

There must be a mutual faith in

Many parents and other citizens see no real need for education

and will not help with school support, other than payment of taxes, which
they can scarcely evade.

Mance and Faunce 2 continue the admonitions of

Hicks.
Effective school-community relations depend upon a concept of partnership in education.

Parents should realize that education is a continuous

process extending into many phases of home and conmumity life.
The child is the common denominator of effective school-community relations.

The principal and teachers must remember that in the mind of the

parent the one thing that is most important in the whole school operation is
the child of that parent.

The child, then, is the key by which the school

1Hanne Hicks, Administrative Leadership in the Elementary School, (New
York: The Ronald Press Co., 1956), p. 390.
2J. Wilmer Mange and Ronald c. Faunce, Working Together for Better
Schools, (New York: American Book Co., 1953), p. 29.
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personnel can work with the layman for a better school.
Children !!§_ f!E. Important Link Between School and

~

The impressions made by the school on the parents are very important.
The pupils have enough unpleasant relations with school at the very best.
There are times when it becomes necessary for a teacher to speak sharply to
some pupils.

This may have a more unpleasant effect upon other pupils than

upon the one spoken to.

Children should be given as many or more pleasant

things to go home and tell about as they have unpleasant memories.

Hicks 3

reports that it is the opinion of some educators that each lesson should
close on a pleasant note.
It is very easy to win the good will of children and thus have them take
a feeling of good will home to their parents.

Interest in a child's hobby,

pets, or parents is very effective with a child.

This interest, however,

should be genuine.
Recently, the mother of a certain teacher's pupil had a serious operation
and remained in the hospital several days.

The pupil looked longingly at

some flowers in the window flower boxes of the schoolroom.

He finally asked

the teacher if one of the flowers could be reset into a pot so he might have
it to take to his mother.

The pupil was given help with repotting the plant

and preparing it to take to the hospital.

Not only the pupil had a pleasant

memory of school and teacher, but so did the mother.
A grandparent of another pupil was in the hospital with a heart condition.
The teacher this time helped the pupil write a cheerful letter to send to his
grandfather.

School-community relations are bound to be given a boost by

such incidents.
3Hicks, .212.• cit., p. 392.
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Principal !!§.

~

Connecting Link

The elementary principal must be the connecting link between his school
and the public.

For this reason, he needs to be a student of hum.an relations.

Therefore he should, if possible, include in his training some study in this
field.
If this study has not been included, or even if it has been, he may have
staff members who can be of invaluable assistance.

Some principals will choose

to seek the advice of an able staff member and continue in the leader's
seat themselves.

Others will choose to delegate some of their leadership to

a staff member and allow him to receive some of the credit.

Many times it

will be found that a teacher who has been in the school system many years will
have become a part of the community to a much greater extent than a relatively
new person possibly could have.

A teacher of this type may be able to work

both as a resident of the community and as a teacher.

Many communities look

upon teachers almost as transients in their midst until the teachers have
established themselves.
community several years.

This establishment is often made by living in the
In some communities, buying a home contributes greatly

to the establishment of one's self.
The principal needs to be able to discover leadership among the parents
also.

The best place to look for leadership material is within such groups

as P.T.A., Community Club, and mother's club.

Natural leaders from within

groups like these can often do more to improve relations between the school
and the community than the principal can.

Much of the need for leadership

assistance will depend upon the leadership ability and the personality of the
principal.

Mange and Faunce4 say a principal must deal with all people with

\iange and Faunce, .2£•

m•,

p. 30.
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equal courtesy and integrity.

He must convince them that their opinions

count.
Hicks 5 should cause any principal to think when he says that good
relations between school and parents do not just happen; they are earned.
School personnel should take the lead for they are largely responsible.
often do parents take the initiative to foster favorable relations.

Not

Too often,

parent-led leadership will be strained leadership.
~

No

- Good News

The old adage 'Which says, "No news is good news," quite coonnonly applies
to school-parent relations.

Not many parents will take the time and go to

the trouble to visit school to coonnend a principal or teacher for a job well
done.

If, however, a child has had an unusually unhappy experience with

either the teacher or other pupils, the parent is much more likely to pay the
school a visit.

This does not apply to all parents.

Some parents make a

practice of visiting their children at school a few times each year.

This is

a much more connnon practice in the lower grades than at any other grade level.
A good principal will be reflected through his teachers.

Only through close

supervision can this be brought about.
Efforts E.Q. Bring

~

Parents !2_ School

It has been mentioned above that 'When parents volunteer to visit school,
it is too often for the purpose of making a complaint.

Teachers have been

working for many years to help rectify this situation.

The teachers' strongest

effort has been through the American Education Week program.
The American Education Week program is handled in different ways.
school generally adopts its own method for handling it.

5Hicks, .21?.• cit., p. 390.

Each

In some systems, the
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local teachers' organization
in the program.

assUJ.~es

leadership and pays the expenses involved

This plan works very well in small systems, but in larger

ones it might be more effective to handle the program on a building basis.
In many school systems there is no local organization of the teachers, in
which case it is quite conunon for the principal or superintendent to assume
leadership.

In many cases, however, when he does assume the leadership, it

is in turn delegated to a committee of teachers.
Other Means of Communication
There are many ways by which communication is carried on between the
school and the public.

T"~

of these have been mentioned.

organization and .American Education Week program.

They are parents'

There are so many others

of varying importance that only a few more will be mentioned here.
There are many kinds of school activities which serve as conununication
media between the school and the public.

While athletic events may not be

thought of as such by many people, they really should be.

It is not at all

unconunon for members of the conununity to form opinions regarding the school
as a result of student or team conduct at such events.

When even a few

members of the study body make a practice of expressing dissatisfaction
with decisions made by the officials, people not connected with the school
notice it.

This is a reflection on the whole school. The same effect some-

times results when a team coach proves to be a poor loser and makes a
spectacle of himself before the public.
From time to time it becomes necessary for teachers and principal to send
written messages home to the parents.
the utmost care.

Such messages should be prepared with

If these messages are prepared in large nlllllbers to be sent

to all parents, one is likely to be very careful in the preparation of them.
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Occasionally, however, a teacher needs to send a message to an individual
parent.
notes.

Hicks6 points out that there is danger of laxity in preparing such
Too many teachers do not realize the unfavorable impression such

carelessly prepared messages may create.

One should be very careful to

write the message on proper paper and in ink.
of the handwriting and the spelling.
teacher and the school in general.

One must also be very careful

They can do much to discredit the
It is the writer's belief that close

supervision by the principal may reduce the chances of such unfavorable
happenings.

This type of supervision can be handled through teachers'

meetings which are set up for discussion of problems of this type.

If a

handbook is issued to teachers, it could be presented in that manner.
~

Common Language

Effective school-community relations, say Mange and Faunce7, require
clear and continuous communication.

People who can not talk together about

education can not expect to work together for it.

Professional educators

have developed, along with other professions, a technical terminology which
is all right for communication among members of the profession but not with
lay people.

When talking with a parent, a teacher or principal must

speak a language the parent can understand.

This does not mean that the

English language must be slaughtered by both teacher and parent even if the
parent may do so.
language.

On the contrary, a teacher or principal must uphold the

This can be done without talking over the head of the parent if

an effort is made to do so.

6 Ibid., p. 392.
7Mange and Faunce, .212.• cit., p. 89.
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Effective school-community relations are achieved best through a
positive approach.

Such words emotionally charged as

11

failure," "lazy, 11

and "dumbn often have an unfavorable effect upon parents even though they
are not being used to describe that parent's child.

Other terms such as

"disinterestedll and "lack of effort" may be used to say the same thing and
have a less offending effect.
Effective school-community relations are built upon common understanding.
Citizens and parents should not be expected to have a blind faith in
education, the school, and the school personnel.

It is up to the school

personnel to foster this common understanding, and in this the principal
should be the one to take a leading part.

In addition to taking a leading

part, he should assume the responsibility for directing his teaching staff
in the same direction.
A Yardstick for the Principal
The sunnnarization of some questions suggested by Hicks and Jamison8
which should help a principal measure the effectiveness of his work in his
relations with parents include:
1.

Do parents feel free to express their feelings about situations

existing in the school?
2.

How are complaints made?

superintendent.
to the principal.

Occasionally parents will call the

Too much of this indicates they do not feel they can talk
They must be made to feel that their help is needed and

wanted.
3.

How well do parents accept suggestions of the principal?

A

successful principal will have a share in the discussion of problems, but
8Hicks and Jamison, ££.• loc., pp. 207-208.
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will not always have the right answer.
4.

Do parents often express their satisfaction with the school and

with their child's teacher?

Do they take pride in the school?

Do they

really feel it is their school?
5.

What interest do parents show in school projects?

they attend school functions?

How well do

CHAPTER V
THE PRINCIPAL AND CURRICULUM DEVELOPMENr
Slow Development of Curricultnn
A review of the history of curriculum development is given by Otto. 1
He says many changes have been made in the elementary school curriculum
since the first law concerning this phase of education was passed in
Massachusetts in 1647.
reading and writing.

This law required the teaching of only two subjects,
It was not until over a century later, in 1789, that

arithmetic, English language, and decent behavior were added to the
curriculum.

Geography was not added until the first quarter of the nineteenth

century, and it was 1860, almost a century after the winning of our
independence, before history was given a definite place.
of curriculum development could be much more extensive.

The discussion
Space here permits

only to show that, since early colonization, our school curriculum has
gradually taken shape.
Legislated Curriculum
There is a certain amount of the elementary curriculum which has been
forced upon the schools by legislation in many of the states.
one of these states.

Illinois is

The School Law of Illinois 2 requires that a definite

portion of each school day be given over to physical education.

It also

sets up definite purposes for the classes and instructs the Superintendent
of Public Instruction to prepare and make available guides to be used in
1otto,

££·

cit., pp. 15-17.

2rhe School Law of Illinois (1957), Section 27, 6 through 10.
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such courses.

The law further states that the nature and effect of alcoholic

drinks and other narcotics shall be taught as thoroughly as are the other
branches of study.

It sets the years in school during which this shall be

taught as being above the third grade and below the second year of high school.
In another section, the law3 requires instruction in honesty, kindness,
justice, and moral courage.
definite.

The requirements for this are not quite so

Requirements are made, also, in the law4 for the teaching of safety

education and teaching the history of the United States.

The law5 requires

not only that this history be taught, but also that pupils give evidence of
knowledge thereof before they can graduate from the elementary school.
It is very important that the elementary school principal be aware of
these requirements and take them into account in the organization of the
school curriculum.

He must also be careful that when changes in textbooks

are made, these requirements are kept in mind.
Textbook Selection
Selection of textbooks is often left to a connnittee of teachers; but
even then, the principal has the responsibility of seeing that they are
acceptable as to required content.
Since textbook selection should be thought of as part of the curriculumbuilding of the school, let us examine the plan which has been in use in the
Sullivan school system for the past few years and which seems to be working
very well.

During the past few years need has been felt for the change of

several textbooks at the elementary level.

3Ibid., Section 27, 11.
4Ibid., Section 27, 18.
5 Ibid., Section 27, 22.
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The method of selection includes the use of committees of teachers.
Generally speaking, some or all of the teachers who use the textbooks have
served on the conunittees.

The usual procedure has been for a connnittee to

secure textbooks from a number of companies and study them carefully.

After

careful study, the committee has eliminated those which seem least desirable.
When the c0tmnittee has narrowed the field of selection to three to five
companies, they present these to the entire elementary teaching staff for
consideration.

A few times the book companies have sent representatives to

explain the merits of their books.

The entire staff has usually been asked

to express a preference and from this the selection has been made.
This procedure

would sound as if the principal took no part in the

selection of textbooks.

This is not true.

He has worked with the c0tmnittee

so that when the field has been narrowed to a few booksJ all of them meet
the needs of the school and the requirements of the school code.
What has been said regarding textbooks might be thought of, in part, as
organizing or reorganizing the curriculum.

Another part the principal plays

in the school curriculum is the administering of it.

He must study the

curriculum constantly and carefully to be sure it continues to meet the needs
of the school and the c0tmnunity.

It might be said that the curriculum

expresses the educational objectives of the school.
George Kyte6 gives a few criteria by which existing or reconnnended
procedures might be judged.

He says they should be examined carefully to

be sure they are in keeping with the educational philosophy of the school.
They should be in keeping with the findings of educational research, and they
must be adaptable to the school situation so that the actual needs of the
6kyte,

~· ~.,

p. 73.
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children will be met.

After all, the school exists for the child, and not the

child for the school.

When some part of the curriculum ceases to serve

the pupils of the school properly, whether it be subject content, method, or
procedure, it should be dropped or replaced by something more desirable.
Standardization of School Control
There are some parts of the elementary school program such as testing
which can be standardized on a national basis and more which might be dealt
with on a statewide basis.

Many should be considered on a system-wide basis,

but Otto 7 advocates that many are handled more efficiently by the individual
building.

He also says that uniformity should never be allowed to become

so dominant as to interfere with adjustments in the curriculum which should
be made to fit the pupils of an individual building.

All that school people

have taught and tried to build up in favor of individual differences in pupils
can be lost if uniformity is overemphasized.

In Sullivan, which, for example,

is primarily a rural area, the curriculum should be such as will be suitable
to that type of culture.

It would need to be different when being adapted to

a school in the heart of Decatur, Illinois, or any other community large
enough that the entire student body would be from an industrial or urban area.
The difference in the curriculum should show in almost all the grades, but
especially those above the second.

This means only that each school should

make educational use of its setting.
Principal

~

Teachers Responsibilities E£ the Curriculum.

If each individual school is to have very much autonomous control in
its curriculum-building, it places considerable responsibility upon the
7
Otto, .212.• cit., p. 23.

principal as well as teachers of the school.

To a great degree, the way the

curriculum functions in the school is in the hands of the classroom teacher.
It is important that the teachers have a thorough understanding of the
curriculum and its workings.

If the teachers have not had a good background

for curriculum study and development as part of their professional training,
the principal faces the task of training them.
The teachers should play an important part in properly interpreting the
curriculum to the children.

This should be only a part of their duties in

relation to the curriculum.

They should take part in deciding on the basic

objectives of the curriculum.

They may be called upon, also, to help decide

such things as content, activities, and grade placement.
Homework
The question of homework is almost sure to arise in every school.

Let

us consider this problem along with the problem of curriculum since it deals
Hicks and Jamison 8 offer some questions which they say the

with procedure.

principal should answer.

The following is a summary of those questions:

Where do I stand on the question of homework?
homework to elementary pupils?
on this topic?

Am I aware of the disagreement among parents

Some parents favor homework strongly while others resent the

assigrunent of it.
children.

Do I approve of assigning

Some parents do not have the understanding to help their

This means that the parent may do more harm than good for the child.

Hicks and Jamison say, "We do not favor homework assignments for
.
.
e 1emen t ary sch oo 1 ch i. ld ren, excep t in
unusua 1 si. t ua t ions
•••• u9

They also say,

however, that they have not refused to permit homework where parents insist

8Hicks and Jamison, 2£.• cit., p. 58.
9 Ibid.
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upon it.

They further report that several research studies have shown that

little is gained by having elementary pupils do homework.

These studies

also show that children may even lose if lessons are sent home to be done.
As strongly as some teachers and principals feel in favor of regular
homework assignments, it would not be surprising if they would carry them
down into the elementary school as low as the third and fourth grades which
are included in Lowe School.

This would be very much contrary to the stand

taken by Hicks and Jamison.
The writer feels very strongly toward homework in much the same way as
do Hicks and Jamison.

He feels that there are only about three situations

when homework should be expected of pupils.

The first instance is in case

of work which the pupil was expected to have done at school, but because of
lack of effort, did not finish.

The pupil should be expected to complete

the work at home when school time is not available.
The second instance is work which might involve the securing of some
material or equipment from home or preparing a project and having it ready
for class use.

Some of these things lend themselves much better to home

preparation than having to use the class time in school because they require
individual effort.

The third instance is that of making up work missed

because of absence resulting from illness.
The writer believes that neither the school nor the teacher has the right
to dictate the home life of the child and his parents.

That is "nat it

amounts to when regular homework is expected of children.

As a link between

the home and the school, the principal should feel it his responsibility to
help formulate school policies which would not advocate the assignment of work
solely as homework.

Neither should the policy of the school leave this
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entirely to the discretion of the teacher, because it would allow far too
great a variety in the amount of homework assigned to different pupils
within the same school.

CHAPTER VI
PRINCIPAL-TEACHER RELATIONSHIPS
New Teachers
The principal has great responsibilities in his work with new teachers.
Claud E. Vick 1 describes two kinds of new teachers, those who are new only so
far as they are new to the present school system, and those who are new to
the profession.

Both types pose a definite problem for the principal.

The experienced teacher who is new in the system may have, from past
experience, some very definite ideas as to school policies.

It will be the

task of the principal to guide this teacher so that the ideas and opinions
already established will become aligned with those of the school.
There was an example of this in the Sullivan school system in recent
years.

The teacher came to the Sullivan system after having had experience

only in one-room rural schools.
share with other teachers.

It had never been necessary to plan and

Besides these things there were many more to

which this teacher found difficulty in becoming adjusted.
On the other hand, the teacher recently graduated from college may follow
either of two paths.

This teacher, like the experienced one, may have

definite ideas also.

The ideas are likely to be theoretical ones which have

been formulated from books and may be highly idealistic rather than practical.
Again, this teacher may have ideas which would be practical in some situations,
but he may not realize that all situations differ.

In those ways just

mentioned, the inexperienced teacher would be very similar to the experienced
1c1aud E. Vick, "Orient Your New Teachers,"
(September, 1957), pp. 10-11.
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one, inasmuch as the previously formed ideas must be guided to fit in with
those already established in the school.

The principal will occasionally

find a new teacher who feels his ideas are superior to those already
established in the school and may be determined to replace things he considers
obsolete with more modern ideas, concepts, and ways of doing things.

While

he may be absolutely right in some of his opinions, he may need to proceed
with caution for his

Ol·m

good as will be discussed later in this chapter.

There are other inexperienced teachers, according to Hicks and Jamison, 2
who will come into the school with a few ideas already well established as
to school policies and how routine problems should be met.
teacher with ideas of his

OYm

'hhile the new

may meet his chief resistance from other

teachers, this one is likely to meet most of his resistance from the pupils.
Pupils are not long in learning what they may do and wnat they may not do.
Often the more freedom they are given, the more they will try to take.

The

teacher of the latter type will require a large amount of time from the
principal in order to prevent him from losing control of his pupils to the
extent that he may become discouraged and leave the profession or things get
so out of hand that the school is forced to dismiss the teacher for the good
of both the pupils and the school.
Need For Supervision £y the Principal
Because of this danger, it is extremely important that the principal
do very close supervision of the inexperienced teacher.

In a situation of

this kind, one can truly say, "An ounce of prevention is worth a pound of
cure.ir

Hicks and Jamison3 think the effectiveness of a new teacher in

~icks and Jamison, 2.E.· cit., p. 79.
3 Ibid.

dealing with pupils may depend to some extent on how the principal deals with
that new teacher.

The success of a teacher in a school is, to some degree,

a measure of the success of the principal of that school.

It is obvious that

the more changes there are in the teaching staff of a school, the greater
will be the task of the principal in orienting the new teachers into the
system.
The Principal and Orientation
Vick4 places the responsibility for organization of an orientation
program with the principal.
matter.

The orientation of new teachers is not a simple

Many educators feel, according to Vick, 5 that some of it should be

done even before a teacher has signed a contract.
orientation can be followed through to completion.
just when the process has been completed.

After employment the
It is difficult to say

It probably will taper off gradually

but extend completely through the first year to some small degree.
The effectiveness of the program and the speed with which it will progress
to completion depends upon several things.

Some of these factors are the

degree to which the principal feels its need, the personality of the principal,
the teaching staff, the personality of the new teacher, the type of teaching
position and the community.

Since most of these factors, if not all, become

obvious with a little thought, time will not be taken here to discuss them
individually.
The principal must plan carefully what information he needs to give to
teachers, how much to give at a time, how to give it, and when to give it.
Following is a sunnnation of a typical list of information areas, suggested by
4vick, 2.E.• lit., pp. 10-11.
5 Ibid.

Jli.

Hicks and Jamison, 6 in which a new teacher will need information:
1.

2.

3.

4.

5.

6.

7.

School hours, before and after school day
a.

For teacher

b.

For pupils

General safety regulations
a.

In the building

b.

On the playground

c.

On the way to and from school

Safety patrol
a.

Areas patrolled

b.

Time of patrols

c.

Authority of patrol persons

Fire drills
a.

Signal

b.

Path of exit

c.

Responsibility of teacher

Pupil discipline
a.

Discussion of philosophy

b.

Help provided by principal

Use of ct.nnulative records
a.

Where to use them

b.

How to use them

c.

What to put into them

Teachers' meetings
a.

Purpose

6 nicks and Jamison, 21?.• lit., p. 80.
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8.

9.

b.

Teacher planning and participation

c.

Number, time, and length

Lesson plans
a.

Purpose

b.

Kind of plan

c.

Plans in advance

d.

Availability to substitute teachers

Excusing pupils
a.

Statement of policy

b.

Procedure to follow

10. School parties
a.

Number pennitted in individual room

b.

Birthday party policy

c.

Refreshment policy

11.

Field trips policy

12.

Pupil lunch program

13.

14.

a.

Those who carry lunch

b.

Those who eat in cafeteria

c.

Those who go home to eat

Pupil bus

tr~nsportation

a.

Proper dismissal

b.

Teacher responsibility, building to bus

Reports to parents
a.

Statement of purpose

b.

System of marking

c.

Grading periods

d.

Policy as to promotion
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15.

Child accounting
a.

Attendance reports to office

b.

Room register

c.

Policy as to attendance counting

d.

Monthly reports
Teacher-Principal Teamwork

Good htunan relations exist in a school because of the spirit of the
school.

Theory is a good thing to have, but theory by itself will not bring

about good relations says Reeder.7

The type of relationship which exists

between the teaching staff and its principal depends on what the principal
actually wants and wants badly enough to work for it honestly.
William G. Carr is encouraging when he says, "Some educators seem to
think teachers and administrators are learning to face controversial
questions in a professional spirit. 118
in opinion.

Teamwork will never mean uniformity

He also says that differences of opinions are good for the

teaching profession.
are introduced.

It is through difference of opinion that new techniques

It is unreasonable to think that everyone would favor any

new method the first time it is presented, if it involves much of a change
from the accepted way of doing things.

When problems are approached in a

spirit of mutual respect, it will be possible to find the facts, to discuss
them, to

agree agreeably, 11

t1

exploration continues.

and to abide by a majority decision while

Better professional and academic preparation on the

part of both teachers and administrators is enabling this growth to take place.
7
Reeder, .21?.•

.£!!.,

p. 16.

8william G. Carr, "Teacher-Administrator Teamwork, 11
(November, 1956), p. 506.

N.E.A. Journal,
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Rapport Between Principal and Teacher
Without a feeling of harmony between principal and teachers, the school
will lack the atmosphere which every parent has a right to expect in order
that his child may receive the greatest benefit from the school.

The

following list is a sunnnarization of questions which have been suggested by
Hicks and Jamison9 as a yardstick by which a principal may measure the harmony
which exists between himself and the members of his staff.
1.

ls there a recognizable warmth and friendliness between the teachers

and me?
2.

Do teachers bring their personal problems to me?

Is that a good

sign of proper relationship?
3.

Do they come to me as principal with problems about specific subjects

and evaluation of their judgment of class activities?
4.

Do they ask for me to come in and observe a lesson being taught, and

even to teach a demonstration lesson?
5.

Which teachers have sought counsel on their own initiative?

6.

Which teachers have not for a long time been in for help?

think of a reason why?
7.

Can I

This may reveal something which needs to be corrected.

What happens when "the principal" walks into a room where a group

of teachers are "holding fort?"

Does conversation cease?

conversation obviously changed?

Do teachers wait for me, as principal, to

connnence a topic of conversation?

Do they

11

clam up? 11

Is the topic of

Are they tense and

edgy in my presence?
A principal should answer these questions for himself.

They may indicate

success or failure in one of the important phases of a principal's work.
9Hicks and Jamison,

££.· lit., p. 205.
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Things

~

Principal Should Look for Among the Teachers

Much has been said already about attitudes of the teachers among themselves and toward the principal.
in this connection.

There are some more which should be discussed

While some of the following deal with relationshi!ll

among teache:t:".,S themselves, we cannot avoid the fact that even this relationship between teachers is influenced to a high degree by the work of the
principal.
Teachers must have a feeling of security.

No teacher can do a really

good job of teaching if he is afraid to try something new for fear it will
bring undue criticism from the principal or even put his job in jeopardy.
There are some school districts today in which a teacher's position is believed
to be insecure unless concessions are made to children of members of the
board of education.

These concessions may take the form of naming the children

to an athletic squad in upper grades and high school or giving them the lead
in the annual musical pageant.

The teacher tenure law of Illinois has helped

to give teachers a greater feeling of security.
There is another aspect to security, too.
much to help create a feeling of security.

A decent living wage

does

A poorly paid teacher has constant

worries which interfere with good concentration upon schoolwork.

In any

school district which has a good salary schedule, this point should cause
little concern except for the few teachers who are at the low end of the
schedule because of lack of training.
Mention has already been made of harmony among the staff members. Questions
which might be used to measure the effectiveness of the entire school as
suggested by Mange and Faunce 10 include:
Is there mutual respect among the teachers?
together?

Do they enjoy being

Will they defend one another from outside attack?

1 ~ange and Faunce, ££•

~it., p. 55.

Would they rather
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be teachers than anything else?

Do they like to work and associate with

children?
When such questions as these can be answered in the affinnative regarding
the faculty group, or when there is evidence that the affinnative attitudes
are developing, the principal may rest assured one of the big battles for
a successful and effective school has been won.

He need not worry about

problems arising, because they will be easily handled.
It· is extremely necessary that there be a high degree of confidence in
the leader who, in this case, would be the principal.

If there is a lack

of confidence, the teachers are likely to turn to one of their own number
for the leadership they feel is lacking.
of hannony.

This, in turn, can create a lack

Too, if teachers lack confidence in their status leader, it

will be difficult for him to persuade them to take a step forward into anything which they themselves do not know to have been proven already.
In spite of the foregoing statement, it is important that there be a
degree of leadership within the group.

Often it will be easier for the

leader from within the group to advance some movement than for the status
leader to do it.

Teachers will often speak more freely to one of their own

number than to their principal, even though there appears to be a feeling of
harmony between administrator and staff.

A feeling of trust in a leader

from within the group over that in the administrator was demonstrated a

fe~

years ago when the teachers of a central Illinois community organized themselves into a Teachers' Association.
restricted

The constitution which was drawn up

the membership to teachers and excluded those who had administra-

tive duties either full or part-time.
The efficiency of a teacher within the classroom is definitely affected

by the morale of the teacher.

Since the morale of one teacher is likely to

affect the morale of others around him, it is important that everything
possible be done to keep the morale up as much as possible.

Since there are

so many things which may affect the morale of a teacher, the problem requires
careful study by the principal.

Just a few of the things which may affect

the morale of teachers are salary, feeling of being ignored or left out,
teaching load, physical surroundings such as room decoration and maintenance,
and the feeling of not being appreciated for a job well done.
with many more, can play havoc with a teacher's morale.
will search out some person with whom to talk things out.
the morale of one or lower the morale of the other.
way it may go.

These things,

Usually a teacher
This may raise

One never knows which

This however is probably preferable to not talking at all.

The relationship between the principal of a school and the members of
the teaching staff should be one of the chief concerns of the principal.
Without the proper relationship, the principal takes on more of the aspect
of a military officer.

While much of the required work may be done, there

will be very little feeling of satisfaction except by those who "polish
apples."

The situation of having a belligerant staff with a few "apple

polishers" can lead only to disunion and ineffective teaching.

CHAPTER VII
THE PRINCIPAL'S ROLE IN DISCIPLINE
Principles of Discipline
Underlying the entire principle of discipline should be two aims above
all others:

Character education and teaching of self control to the child.

What effect will discipline have upon the child?

This is not to infer that

if the child responds unfavorably to discipline it should be discontinued -not at all.

One must bear in mind that there are many forms of discipline.

There should be almost as many forms or degrees within each form of discipline
as there are personalities within a classroom.

If one form is not suited

to the child and the situation, another will be.
Discipline !?.x_

~

For many children, the teacher need only to look in their direction.

As

there are many forms and degrees of discipline, so are there many ways in
which a teacher may look at a pupil.

They may vary from a look, with lifted

eyebrows, which merely says, ''I know what is going on, 11 to the sternest of
staring looks, yet without a word being spoken.

Several years ago many

pupils said, concerning one of their teachers, "I "10uld rather be bawled out
than have Mr. Hill look at me the way he sometimes does."
Discipline

Ez

Word

There are other children to whom a look from the teacher seems to mean
nothing.

The teacher must speak.

Like looking, there are many different

ways in which a teacher may speak to a pupil.

To many pupils, it is

discipline enough merely to have their name called.

To others, this seems to
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mean little if any more than acknowledging their presence.

This type of

discipline may progress toward severity beyond the point which can be carried
out in the presence of the entire class.

It may be carried into a private

conference where, again, the degree from mildness to severity begins all over
again.
~

New Idea

There are, of course, many other ways of dealing with children who have
to be disciplined.

Very briefly, these may vary from denying pupils some of

the privileges they enjoy very much, to infliction of corporal punishment.
Walter H. Warre of Chicago, president of AFL-CIO Illinois State Federation
of Teachers, made an entirely new proposal recently.

In a speech before his

organization on March 28, 1958, he proposed that students who are problems
in the classroom should be sent to camps similar to those of the eivilian
Conservation Corps (CCC) of depression days. 1

While this idea probably will

never be of consequence in dealing with discipline, it is interesting to
note in passing.
Need For Specified Limits
Regardless of the disciplinary form or forms which may be used, it is well
to observe the principles which were advanced by Dr. Donald Moler in a
guidance course at Eastern Illinois University.
these principles:

Dr. Moler gave to the class

Be sure the child knows what is expected of him and knows

what the established limits are.

Only by knowing the limits to which he may

go will a child have a definite yardstick by which to measure his conduct.
It is important, too, that a child be held within the limits which have been
set because, if he is permitted to go beyond the limits once, &e is almost
1
Decatur Herald, March 29, 1958, p. 7.

sure to try it again.
it was originally.

This makes the disciplinary problem even greater than

It is therefore very important to consider the limits

carefully before stating them.
Development of .! Program
The principal must take a very active part in the disciplining of the
pupils of his school but should remain in the background.

It is very important

that the principal and teachers of the school have a conunon understanding
and a set of conunon goals in all the disciplinary matters of the school.
The principal, says Kyte, 2 must consider school control from the standpoint of many circumstances and conditions which have contributed to the
development of each child's personality.

He must also take into account the

effects of school conditions on the child's development.

The child's

experiences, contacts with classmates, and the personalities of his teachers
add to the complexity of his adjustment.
Keeping these things in mind, the principal must either set up a program
of social control and discipline and present it to the teachers for their
study, consideration, and suggestions, or start with the teachers and let them
help work out the program from the ground up.

It is important that the

teachers approve or help work out· the program, since it will be up to them
to do most of the enforcing of it.

Either of these methods of establishing

the program should work very well because the result should be practically
the same.

The second is preferable because it is more democratic.

One suggested way of working out a program with the teachers would be
to meet with the teachers and talk first of the goals which should be set for
2

Kyte, .2£• cit., p. 379.

1:4

_..,

the school.

After a general discussion, a connnittee should be appointed to

work out a preliminary set of policies.

In doing this, the connnittee should

confer with fellow teachers for their ideas and put into writing a report
which each staff member should study carefully.

The coxmnittee needs to be

familiar with any mention made in the state school law regarding discipline.
After the entire staff has had an opportunity to study carefully the
work of the committee, it should meet again for group study of revisions
suggested by the group as a whole.

This may complete the study and allow

the program to be put into a form that can be distributed to all teachers.
The principal should realize that it is his responsibility to see that
all teachers adhere to the disciplinary principles established.

His failure

to do so will result in a breakdown of the program and even worse, of the
morale of teachers.
The program outlined above should challenge the best in any teacher to
help a child develop self-control.

Kyte3 says the principal's assistance

in righting a wrongdoer should show sympathy, kindliness, patience and
fairness.

Some situations require finnness, positively but gently maintained.

Other situations may be so trivial that the teacher can not afford to see
them.

A wise teacher knows what to see and what not to see.
The

Principal~!.

Disciplinarian

Kyte 4 also charges the principal with the responsibilities of assisting
teachers in thinking through the disciplinary program, developing skill in
its use, and in using it when occasions arise.

Occasions arise when the best

step the teacher can take is to refer the problem to the principal.

Every

principal has an important responsibility in guiding many teachers to determine
3Ibid., p. 389.
4 Ibid., pp. 390-391.

when to refer disciplinary problems to him.
It is important to note a few points in regard to the referral of
situations to the principal.
respect for the teacher.

The procedure must not destroy the child's

The teacher should not include his decision with a

referral to the principal.

The principal must be given a free hand in

reaching a decision for himself.

If the teacher accompanies a child to the

principal, he should do no more than make frank statements of facts which
are free from interpretation.

After a situation of this kind has been

handled by a principal, he should make it a part of his supervisory work to
go over the situation with the teacher.

This should be done in an effort to

help the teacher meet the next similar situation when it arises.

It is a

part of professional growth.
There are situations into which the principal should enter voluntarily
but tactfully.

Quite often they occur with the young, inexperienced teacher

who needs this type of cooperative help.
three purposes:

When rightly given, this help serves

The teacher becomes stronger from cooperation in the

solving of the difficult problem, the children are given a characterdeveloping experience they need, and a potentially good teacher may be saved
to the profession.

CHAPTER VIII
THE PRINCIPAL AS SUPERVISOR OF INSTRUCTION
Aims

£!.

Supervision

The basic aim of supervision is the improvement of teaching.

Herrick 1

says the principal's task is to help each teacher to achieve maximum
efficiency and to make the school curriculum and facilities best serve the
all-round development of the children.
Edwin H. Reeder 2 divides supervision into two classes:

supervision to

improve teacher thinking, and supervision to improve teacher doing.
these serve the purpose of improving the teacher himself.

-

Both of

It is essential

that the teacher see the relationship between what he and the children are
doing and the fundamental principles of teaching.

The basic psychological

problem of supervision is to secure, through various supervision techniques,
integration between teaching practices and sound principles of education on
which the practices are based.
Some people may ask if one should attempt to change the doing of teachers
by changing their thinking, or change their thinking by changing their doing.
Reeder3 explains that the best answer to that is that both$1.ould be changed.
He further explains this to mean that thinking and doing are so interwoven
that progress in the two must proceed simultaneously and in close relationship
to each other.

If a supervisor, whether he be the principal or not, can

1Herrick, .2.E.• cit., p. 187.
2

Reeder, .2.E.· cit., p. 16.

3 Ibid.
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change a teacher's thinking, he can change his way of doing things also.

To

put it the other way around, if the supervisor can get a teacher to try a
new idea, there is a good chance that the teacher may then change his way of
thinking.
Two Conceptions of Supervision
Harlan L. Hagman 4 explains that there are two conceptions of supervision.
One is the conception once held by almost everyone and still held by many
less-informed teachere. The other is the newer conception held by most
supervisors and better-informed teachers of the present time.
The older conception looks upon the supervisor as a more skilled and
knowing person working with the less-knowing teacher.

By those who look

upon supervision in this light, it is a process by which teachers are observed,
corrected, and observed again and again.

Much of the upgrading of teaching

has to be done on the job with the supervisor in the role of teacher of
teachers.
As recently as 1931, according to Hagman, 5 many elementary school teachers
were employed before they had received any more than very little preparation
for their work.

At that time, it was possible to secure an elementary

certificate in Illinois without any training beyond high school.
done by passing an examination.

This was

Two members of the writer's high school

graduating class began teaching in 1931 on such certificates.
If such teachers were to become skilled in the profession, their preparation depended on one of two things.

As the two above-mentioned teachers did,

4liarlan L. Hagman, Administration of Elementary Schools; (New York:
McGraw-Hill Book Co., 1956), p. 358.
5 rbid.
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they might voluntarily continue their education by attending summer school
and taking extension courses.

The other alternative, in which the teacher

does not take the initiative, is for the supervisor, principal, or board of
education to urge the teachers on.

In many instances such teachers secured

positions in one-room rural schools where there was no principal and no
supervision except from the county superintendent.

This could hardly be

called supervision, when a visit to the classroom was seldom made more than
once a year or twice at the most.

Many boards of education, or rather boards

of directors, in such districts were not educated to a degree which would
lead them to feel the need for further training of the teacher.

As

a result

of all this, many teachers obtained a certificate and continued to teach
without further education except for enough to continue to register or renew
the certificate.
We quite often hear it said that "Teachers are born."

If one were to

grant the truth of this statement, that does not alter the probability that
they can be made better by proper training.

Who wants to hire a person to

work on his car just because that person has a mechanically inclined mind?
We want a mechanic who has studied the workings of an automobile and who has
been trained in diagnosing car trouble much as a doctor diagnoses an illness
within the human body.

A teacher should be trained in the workings of a

good school system and have some skill in diagnosing a child's trouble in
learning.
The new conception of supervision, as explained by Hagman,6 has changed
the emphasis from teaching teachers how to teach, to teaching them how to

6 Ibid., p. 259.
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utilize more effectively the teaching power and facilities which are made
available to him.
problems.

Much time should be given to group study of educational

Instead of being an expert among non-experts, the supervisor works

to get the contributions of various experts on his staff to help increase

the capacity of different members of his staff.
The supervisory program should use increased teacher preparation to help
accomplish such things as the following, which is a summarization of
suggestions from Hagman:7
1.

Teacher's better understanding and acceptance of the goals of education.

2.

Enrichment of teacher's experiences outside of formal preparation

for teaching.
3.

Better organization of experiences in school.

4.

Better materials and equipment for teaching and better use of them

in school.
5.

Better coordination among school, home, and the rest of the community

in the education of the children of that conununity.
Why Teachers Need Supervision
Reeder, 8 in his book referred to earlier, asks two questions regarding
the need for supervision.

He asks if supervision is necessary Yhen teachers

are well trained, and why teachers do not improve their work without the need
for a specialized person.

While teachers do have organizations of their

own which could assist in these two tasks, they do not do so.

These

organizations are concerned more with the improvement of working conditions,
tenure, salaries, and similar problems.

7Ibid •
: .'aReeder,££•

.£!!..,

p. 39.

It would seem that the organizations
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are devoted more to improvement for teachers than they are to improvement
of teaching.
Reeder9 answers his own question in two parts.

First of all, even though

our teachers who are entering the profession are better trained than
formerly, it does not mean that they are trained in improving their teaching.
The truth is that they most likely are not.

They are well trained, yes, but

they are well trained in the field in which they plan to teach and in present
teaching methods.
A second point is that a group of teachers working together can do much
more than individual teachers working alone.

Since these teachers have

classwork to occupy most of their time, they do not have time to devote
properly to the problem of coordination.

They will need a person who does

not have classroom teaching to occupy his time and can spend more time in
coordinating the work of the teachers.

This person should have had some

training in such work in order to get the best results.

He might be a special

coordinator or supervisor but could well be the building principal.
The system-wide supervisor has his place.

He can plan workshops and

discussion groups and work to secure a greater degree of unity on a systemwide basis.

He cannot, however, know and work with individuals within the

system as well as the principal of the individual school can.

The proper

person to make evaluation of and for teachers should be the principal.
The relationship between principal and beginning teacher should be
particularly close.

It is not in the best interests of the teaching profession

nor the particular school to allow a young, immature teacher, fresh out of
college, with little or no experience, to face the pitfalls and discouragements

9 rbid., pp. 40-41.
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of the first year of teaching with little direction, guidance, or encouragement.

This can lead to the loss of desirable people and retention of

undesirable people in the teaching profession.
This type of work would mean a change in attitude and practice for the
principal in some instances.

In many instances the work of the principal has

drifted into pure administrative work and away from that of principal
teacher.
Teaching Improvement Needed
The foregoing infers that improvement in teaching methods is needed.
One has only to review the history of teacher requirements and teacher
training to see why this is to be expected.
ReederlO gives some helpful information for this.

From early times to

the present, there has been a constant increase in specialization in many
fields of work.

It finally caught up with the field of education.

The time

was when almost anyone who could convince the school board of his ability
could get a job teaching.

Almost no training was required.

Not until 1823

was there an institution in the United States devoted to the training of
teachers.

Not until one hundred years ago did Illinois have a teacher

training institution; the first one was established in 1857 at Normal.
Long before the Colonies became a nation, schools were required by law
in some places.

This was a good start on schools, but, as has been pointed

out, the training of teachers lagged far behind.

To this day, the training

of teachers has not reached a level to inspire the profession to govern and
discipline itself as the medical and law professions do.

The constant

increase in enrollment in teaching training institutions and the increased

lOibid., pp.22-26.
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training of teachers before entering the profession is encouraging.

It

encourages some educators in the hope that the time may not be too far away
when teachers will strive for self-improvement and will practice selfdiscipline through their professional organizations as a part of their
regularly accepted duties.

Until this goal is achieved, there will continue

to be great need for supervision of teachers and instruction.
Practice in Supervision
In a later reference Reeder 11 relates that some superintendents claim
not to believe in supervision.
leave them alone.

They say that they hire good teachers and

They claim to have good schools in this way.

They probably

do have good schools, but think how much better they could be if these good
teachers shared their good ideas with each other.
Good supervision should be democratic, not autocratic.
problems which arise and need to be handled democratically.

There are many
Problems

regarding course of study, report cards, promotion, and, often, discipline
are examples.

Without democratic handling, such problems must be handled

individually and not necessarily equally.

Unequal handling of problems and

situations often proves to be the downfall of a superintendent or principal.
Democratic supervision can be attained only through group work.

Under

an autocratic conception of supervision, the special talents of exceptional
teachers are not placed at the disposal of other teachers.

Failure on this

point may prove to be a costly loss to the entire system.

No teacher, even

the best, will become as good alone as he will if all teachers share their
experiences with each other.

Even the best can learn a little from the

poorest, and the poorest can learn a great deal from the best.
all are benefitted.
11 Ibid., pp. 39-45.

In this way,
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Supervision Through Visitation
In a good supervisory program, Hagman 12 sees classroom visitation as a
part of supervision instead of the core of it.
leader instead of a director.

The supervisor becomes a

In a discussion of teaching and teacher

supervision, the question of classroom visitation by the principal is almost
sure to come in for its share.

Should the principal visit the classroom on

a schedule arranged in advance, or should he visit ·without advanced notice?
The answer to this question is disputed by educators.

Hagman says it probably

has two answers.
Some educators think that the principal should make no lengthy visits
to a classroom without announcing them in advance to the teacher.

Others will

say that this is the way for a new principal to begin or for any principal
to begin with a new teacher.

Many teachers become flustered when the class-

room situation is changed by having the principal in the room.

Most teachers,

however, can be relieved of much of this feeling if they know why the
principal is in the classroom, and that he is there to help the teacher
rather than himself.

Some teachers may require several visits before there

will exist a feeling of ease when the principal is present.

If this is true,

the.1 the principal should see to it that the required visits are made.

Other

teachers will feel very much at ease the first time they are visited.
Some educators feel that the principal's visits to the classroom should
be completely unannounced.

It is their claim that the true classroom

situation can be observed only if the teacher has not had a chance to make
special preparation.

These educators are probably correct in their beliefs,

as are those in the first group.

1 2ttagman, £.E.• cit., p. 225.
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A third group of educators contendsthat there should be a combination of
the two practices.

They feel that after the principal has established himself

with the teacher by making scheduled visits to the room, it is quite proper
for him to walk in unannounced.

It is this idea that the writer feels would

be the most practical.
The question always arises as to why the principal visits the classroom.
The basic aim of supervision is to improve teaching and thus improve the
learning opportunities of the children in the school.

When the principal pays

a visit to a classroom, there should be a written record made of the visit
to be used at a later time.

On his first visit and possibly later ones also,

the principal may not be looking for anything in particular, but may be
interested in the general conduct of the teacher and the room.
After the teacher has become accustomed to the visits of the principal,
if there was any nervousness at first, the principal should visit to observe
a specific class.

The visit should be made with the idea of locating both

strong and weak points of the teacher.

Strong points should be commended, and

the teacher should be invited to share them with others of the staff.
points should be called to the attention of the teacher.

Weak

Together, the teacher

and principal should try to work out a way to help the teacher overcome the
weakness.

The findings of this visit need to be in writing also, so the

principal can refer to them.

Some principals prefer a report form which

operates much as a check sheet.
their own words.

The others prefer to put their findings in

The report forms referred to provide for both types of

reporting.
All which has been said regarding classroom visits by the principal has
been from the viewpoint of visits sponsored by the principal himself.

It is
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always the hope and intention that the teacher will invite and welcome
additional visits also.

Kyte 13 sees great advancement as having been made

when a teacher recognizes his own weaknesses and asks for help from the
·principal.
The nl.mlber of visits which the principal will be able to make depends
upon several things.

The principal who has teaching duties will not be able

to devote nearly so much time to each teacher as will the non-teaching
principal.

The amount of clerical work expected of the principal also

influences the amount of visitation he will be able to do.
Any time a visit to a classroom is made there should be enough time
allowed for the visit to really accomplish something.

If at all possible,

the principal should avoid being called out of the room while visiting.

It

is very disrupting to the entire class and often destroys much of the effect
of the visit.
from the room.

The principal should always be very careful of his departure
It should be made as quietly as possible and should attract

as little attention as possible.
Supervision Through Conferences
Kytel4 S!J.YS the principal should call at least one conference for every
classroom visit made.
for more.

There may be more if the first one reveals the need

It is always hoped that a teacher will ask for a conference after

the principal has visited his room.
refused.

A requested conference should never be

It may be necessary to substitute a different time but by all means

find a time.
A conference should be very carefully planned.

13Kyte, .2£• -2:E_.,
l"
pp. 242-2!+7.
14 rbid., pp. 257-258.

It should be set at a
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time when it is not likely to be interrupted by routine office business.
It is possible, however, to spend too much time in the conference.
tend to destroy the effectiveness of it.

This will

The conference should be called

shortly after the classroom visit but enough time should elapse to allow the
principal plenty of time to study the report of his visit.

Some principals

make a practice of making these reports available to the teacher so that he
also may study them before the conference.
The place of the conference is very important.

Two of the most conunon

places are the principal's office and the teacher's classroom.
these may prove satisfactory.
called a conference room.

Either of

Some schools provide a special room which is

A room of this type is generally more comfortable

and lends itself to a greater degree of relaxation.

Such places as the

hall, rest room, or lunch rooms are generally not satisfactory.

They tend

to be too informal, and there are more likely to be interruptions.
The purpose of teachers'meetings should be to improve the educational
opportunity of the children.

Sometimes this purpose appears directly in

the meeting3,lmt often it is an indirect result.

When ideas which come

directly from the meeting help the teachers do a better job, it is obviously
helping the pupils.
child in mind at all.
the staff.

At other times the meetings may appear not to have the
The aim may seem to be entirely for the enjoyment of

This should help the pupils indirectly by leading the teachers

to work together and understand each other better.
With the spelling of the word

11

teachers 11 one might infer that the meeting

is attended by the teachers but conducted by the administrative staff.
times one finds the word being spelled "teachers'!!.

Some-

This would infer that

the meeting is being planned or conducted or both by the teachers themselves.
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It is from this kind of meeting that many educators believe most of the
direct benefits to education usually come.
Supervision Through Teachers' Meetings
George Kyte 15 takes about the same view when he divides teachers' meetings
into three types.

One type of meeting is of a social nature.

It may consist

of picnics, dances, dinner parties, and many other similar functions.
second type is the administrative meeting.

The

Through this meeting such things

as school organization, public relations problems, school policy, and similar
problems should be hndled.

These are an important part of the school program

but have little to do with true supervision of teaching.
The third type of meeting is the true supervisory teachers' meeting.
Those things mentioned above as belonging to the other two types of meetings
should be carefully kept out of the supervisory meetings.
meetings should be the type most frequently held.

They are, for the entire

staff, what the conference is for the individual teacher.
these meetings should be an educational process.

The supervisory

Properly conducted,

Through a series of meetings,

the teachers and principal should gain a common insight into school and
conununity conditions, determine the problems involved, and work out a solution.
The plans for supervisory teachers' meetings should be worked out as
carefully as plans for teaching itself.

First of all, the plans should cover

a series of meetings rather than one at a time.
into use other supervisory techniques also•

These meetings should bring

They should result in a program

of supervision designed to meet the general needs of the entire staff.
Although set up for a fixed period of time, the results of the program should
carry far into the future.

15

Ibid., p. 268.

The planning should involve defining the purposes
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to be achieved, selecting the procedure to be used, and formulating the
program of study to be followed.

The planning should be done in two steps.

The initial step of the planning or laying of the groundwork should be by
the principal.

The details and final plans are quite often carried out by

a connnittee of teachers or by an individual teacher.

Here is one of the

places a principal should make use of teachers with special interests and
talents.

A teacher who has made a study of the problem to be studied by the

group can be given the lead.

Another teacher may have a keen interest in

a problem to be studied and can be persuaded to do research so he can take
charge of that study.

The custom or tradition in the school may be for the

principal to preside at all meetings.

If the meetings are to be democratic,

teachers will be asked to preside from time to time, and the principal will
sit back as a member of the group.
when someone else is in charge.

He should be present most of the time

If he is not, he may give the impression

that a teacher is asked to take charge only when the principal can not be
there, or it may appear that the principal is not interested and thinks those
things unimportant if he is not presiding at the meeting.
There are several other things which must be considered in the planning
of teachers' meetings.

They are time, place, length, and frequency.

Educators differ in their opinions on most of these points of planning.
It is generally conceded that the best time is outside of school time.
most schools it is the only available time.

In

Some will favor early dismissal

so that part of the time comes out of the school day.

In this day of

transporting a large number of pupils by bus, the early dismissal will not
work unless it is used throughout the school system alike.

This does not

give the teachers in the individual building the opportunity to plan the way
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they might like to.

It puts a touch of autocracy into the planning.

time which is favored by some is at the beginning of the day.
has several drawbacks.

Another

This time

Most teachers object to having to get to school early

enough to allow time for a meeting.

Another objection

gi~en

the time before school is needed for planning the day's work.

by many is that
Still another

objection is that the energy which might be spent in the early morning
meeting should be saved for the day's work.
The place to hold meetings is generally considered to be in one of three
places.

The most conunonly used is a classroom, and it is probably a more

suitable place than in the principal's office.

Many teachers feel that the

atmosphere of the principal's office hampers the meeting.
likely to be more interruptions there.
by many, is the lounge, if there is one.
greater informality and relaxation.

The third place, and the one favored
It affords an opportunity for

The place must be dictated, to some

extent, by the nature of the particular meeting.
may be proper for one meeting

Also, there are

The facilities of one place

but not for the next one.

Hagman 16 has something to say on the length and frequency of meetings.
He indicates that most educators are agreed on the length of meetings.
should be short.
accomplishment.

They

They should, however, be long enough to allow for some
It is generally considered that the meetings should not last

beyond one hour.
There is a wide variety of opinions on the frequency of meetings.
advocates the practice of holding regular meetings.

Hagman

He says that if teachers

know when the meetings are to be held, they can plan accordingly and disrupt

16

Hagman,

~·

cit., p. 262.

60

other plans less.

Hanunock and Owingsl 9 do not advocate the use of regular

meetings but think that meetings should be called when needed.

They take

the attitude that there is likely to be too much time wasted if meetings are
held regularly.

This all depends on the thoroughness of the advance planning.

After careful planning, the meetings should be set to meet frequently enough
to work out the plan but not any more frequently.
Hagman 18 says finally that teachers' meetings must be used carefully
and wisely.

If care is not taken to plan carefully and thoroughly, the meetings

may easily degenerate into idle gatherings which will be little more than
social get-togethers with no purpose so far as supervision is concerned.

If

properly used, they can be the beginning of effective group supervision.
They are especially beneficial to a new principal.

Out of them can develop

much of the enthusiasm and push which will result in the improving of the
educational program and the effectiveness of the teaching.

17
York:

Hammock and Owings, Super"\iising Instruction in Secondary Schools, (New
McGraw-Hill Book Co., 1955), p. 86.

18

Hagman, .2E.• cit., p. 26 2.

CHAPTER IX
CONCLUSION
The day when the elementary school principalship was a reward for long
years of successful teaching is almost past.

The position is now recognized

as one for which a person should have special training the same as for the
special subjects.

One would scarcely consider it advisable to reward a

successful reading teacher by making him head basketball coach.

Why then

should a successful coach make a good principal merely because he was a
success as a coach?
As mentioned before, the teacher of today is not nearly so often a
principal teacher as he was many years ago.

He is now an administrator and

supervisor and holds a complex position in the elementary educational system.
A quarter of a century ago very few states had special certificates
for elementary principals.

Now almost all the states have some type of

special certification requirements for principals.
masters degree.

Many of them require the

A masters degree alone does not insure that the holder will

be a good administrator for he may have studied music or some other field
foreign to administration.

It is reasonable to asstllile, though, that if the

degree was earned in administration, the person should be a better administrator than the person who studied in some other field or has had no special
training at all.
The purpose of this paper has been to set forth ideas and practices which
may be used in a good supervisory program at the elementary level.
duties of the principal are many and varied.

The
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The first consideration should be that of understanding what a principal
really is and knowing some of the desired qualifications.

Since the principal

must work well with the teachers of the school, it is important to know
much about the principal-teacher relations.

Some of the varied duties of the

principal which should be studied are his part in public relations, curriculum
development, discipline and teaching supervision.
Not all the duties and responsibilities of a principal could be discussed
in a paper of this length.

Those duties which seem to be of primary

importance were included here.
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